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Introductlion

The recent llterature on school and organizatlonal
effectlveness cltes, perhaps more unlversally than any
other characterlstic, the necessity of vision for leader
of organlizatlions (e.g. Bennls & Nanus, 1985; Dwyer,
Barnett & Lee, 1987; Kouzes & Posner, 1987; Peters &
Waterman, 1982; Shelve & Schoenhelt, 1987). Yet, Tyack
and Hansot (1982) have observed an alarming lack of
vislon In today’s public school leaders. They note that
19th-century educatlional leaders "shared a common
rellglous and politlical conception of the role of public
education" (p.5). In contrast, today’s public school
leader "resembles an heir recelving a handsome legacy
from a distant relatlve whose purposes now seem unclear
or even quaint' (p.4). Surprislingly, educational
administration programs do little to proactively
stimulate the development and reflnement of vision In
thelr students. Even more surprisingly, discussion of
how schools of education might Incorporate thlis concept
Into thelr leadershlip preparation programs |s notlceably
absent from recent reports dealing with the preparation
of school leaders.

The lack of vision exhlblted by publlic school

leaders may be partially due the lnadequate way In which
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l vision |8 addressed and Integrated In preparation
l programs for educational leaders.
1. Most educatlonal adminlstratlion preparation
programs address vision on a surface level only.
Classes may Include an explanatlion of vislon and its
importance as an Ingredlent of effectlve leadersh!ip.
Less llkely to be Included are actlivitles or coursework
that help students a.) develop personal vislions, b.?
develop sklills to facllltate shared vision development
with their school staffs, c.) translate cognltlvely-held
vislions Into adminlstrative practice, and d.) address
the thorny questlions of vislon. What process does an
educatlional leader utlilize to develop a vision? How does
a/he promote and implement the vislon? Is the traditlonal
way of organizing and administering schools conslistent
with the vision? (For example, |s an organizatlonal
pattern where chlldren progress in groups from grade to
grade every nine months consistent with a vislon of
meeting the indlvidual needs of every chll1d?). Wlithout
attentlion to these aspects of vision, it remalins an
abstract and impractical concept.
2. Current preparatlion programs In educatlonal
administration are largely characterlzed by disjointed

courses and disjolnted toplics within courses (Achllles,
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1988). While adminlistrative candidates nay exit
preparation programs with much information, they are less
llkely to emerge with an Integrated perspective of the
knowledge base, a unlfylng conceptual framework to gulde
thelr work and sensemaking. Zals (1976) notes that,
“Although reality Is In fact an Indlvisible mass, man has
found that by cutting It Into hypothetlical segments and
looking at It theoretlically, plece by plece, he can
extract meaning from It. (He also extracts meaning by
putting pleces back together again, l.e. relating the
pleces to one another.)" (p.75). Modern cognitlive
theory argues that learning |s not Jjust receiving blits of
information but rather Involves bullding knowledge
structures. It Is “thinking- and meaning-centered, yet
Insists on a central place for knowledge and Instructlion"
(Resnlick & Klopfer, 1989, p.3). Educatlonal
administration programs have done well In cutting the
reality of adminlistrative work Into segments. They have
done 'ess well helpling students put the pleces together
agaln, creating knowledge structures that faclil'tate
sensemak!ng.

The purpose of thls paper ls to argue that student
vision development and clarification can be facllltated

through the use of multiple frameworks. Vision |s
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defined as "a mental lmage of a deslirable future state*
(Bennlis & Nanus, 1985, p.89). A framework |s deflned as
a device or str icture that can be utllized as a lens to

order, classlfy and Integrate.

Integratling Framewort.s

Conceptual frameworks are wlidely utlllzed for
Integration and meaning generation, but are notlceably
lacklng from educational administratlion programs.
Researchers Ltl1ize framewours such as loglical structures
(Clark, 1985) and theoretical perspectives as devices to
organize data collection and analysls. Currlculum
developers use scope and sequence charts and other means
of Integrating knowledge in a particular subject
(unfortunately, this same Integration frequently does not
take place between subjects). Yet iIn the development of
educational administration preparation programs
franeworks are overlooked as an organizing and

sensemak lng device.

Reflective Practice

Schon’s (1989) model of reflective practice serves

as an overarchlng framework through which to view
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coursework experlences. Schon observes that
professional practice has several characteristics.

1. It ls characterized by Increasing complexity and
uncertainty that Is ill-sulted to traditional
cause-effect type solutions.

2. Profess!ons such as education lack the {flxed
ends and unambliguous knowledge founcd In the major
professions (see also Clark & Astuto, 1988). Theorles
and models are based on unlgue sjtuations that have been
sterilized of thelr complexlity In the process of
thecry-bullding and model~-development. Additlionally,
they have been developed by researchers who are boundedly
rational In thelr capabllity for cognition and thus
unable to fully comprehend the compiexity of the problems
they are studying (March & Simon, 1958,.

3. Problems that lend themselves to technlcal.
research-based solutions are characteristicaily
insignificant. Problems that are critically important
are characteristically messy, complex and uncertaln and
do not lend themselves to technlical or research-based
solutlons.

Thus, educatlonal! administration programs are poorly

served by emphasizing the knowledge base without

consldering the nature of practice. They do thelr
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students a disservice |f they pass off theorles and
models as reclpes for practlce.

Schon proposes a reflectlve approach to professional
practlice based on several arguments.

1. Profeassionals describe thelr experlences In
solving problems as intultlon, trlal and error, muddlling
through. In actuallty, they may be utllizing a
reflective model of practlce.

2. Prnfesslionals encounter certain types or
elements of situatlons on a recurring basls, bullding a
repertolire of effective response technliques and of
resulting expected outcomes.

3. Unexpected results to recurring slituations
provide opportunlities for ref.nement of practice.
Through reflecticn on past compared with present
experience, descriptions of problems are reflned or
redeflned. New problem statements result in new
solutions which are subsequently tested. Plausibie
explanatlons for past and present experlence are
developed and help gulde future actlons by broadening and
enriching the perspective used to Interpret subsequent
practlice.

The reflectlive practitioner uses reflection to

surface and crilticlze understandings that s/he has
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constructed around repetlitlive experlences. The

reflect ive student uses reflection as a lens through
which to view the knowledge base, placing It In the
context of past experlences and personal values and
bellefs. Simulations, case studles, internsh!ps and
other means of experienclal learning are used to conjoln
theoretical knowledge with situations germane to school
adninistration (see Figure 1). Additlonally, these
actlivitlies enhance reflection by adding an actlion
component to what was previously an entirely cognitive
experience. Students are forced to reconclle
discrepancles between percelved bellefs and actlons they
have taken. Initlally the reflectlve practitlioner might
ask questions such as, "How does this theory mesh with my
current and past experlences? What does |t say to me
about how I should practice?" Once the knowledge base
has been conjolned with real and simulated experlence,
questions evolve to, "How does this slituatlion compare
with past similar experlences? Which elements were the
same? Which elements were different? What may have
affected altered outcomes? What was the apparent problem
In the previous situations? What was the appairent
problem in thls sltuation? What other problems were/are

at play? Might the apparent problem in thls or the
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previous situation be other than the real problem? How
does problem deflnltion Influence problem-solving? Does
the solution depend on the way the problem |s deflned?
How does the problem and its solution iIndicate that I
should alter or refine my understanding of the knowledge

basge?"

Insert Filgure { about here

Reflectlion, thus provides a tool that heips students
deal with the amblguity of knowledge and experience In
the context of personal bellef systems that are refined

and reshaped through considering simulated situations.

Leadership Forces

In conjunction with reflection, a second framework
Ils utillzed to more overtly Integrate courses and toplcs.
While numerous frameworks could be utlllized for this
purpose, this paper will focus on the leadership forces
hierarchy developed by Sergiovann! (1984). Serglovanni
has argued that leaders have flve forces at thelr

disposal--technical, human, educatlional, symbollc and

| ERIC 19
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cultural forces. He defines a force as the "strength or
energy brought to bear on a sltuation to stop or start
motlon or change" (p.6).

Technical leadership forces are described as the use
of sound management techniques, for example, planning,
organizling, coordinating and schedullng. Walle
Serglovann! Includes the use of contingency leadership
theory as a technlical force, this paper opts for a
narrower definitlon that restricts the technlcal force to
the manipulation of non-human elements (even though
manipulation may have a direct or indirect effect on
people).

Human leadershlp forces are derived from soclal and
Interpersonal resources and include concepts such as
human relatlons, motivational technologles,
morale-bullding and particlpatory decision-making. While
Serglovann! lncludes growth opportunitlies as a human
force, depending on the nature of the growth actlvity, It
may overlap Into a third force, the =2ducatlional force.

The educatlional force ls derlved from expert
knowledge about teaching, learning, and schoolling and
Includes such skills as dliagnosing educatlional problems,
providing for supervision and evaluation, and developling

curriculum.

11
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The use of symbollc leadership, the fourth force,
involves focusing the attentlon of others on those things
that are important In the school through selective
attentlion or modelling. Touring the school, visiting
classrooms downplaylng management concerns aad
emphaslizing educatlional ones, serving as a flgurehead to
emphas'ze occaslions of Importance and communicatling
vislon through words and actlions are representatlive of
symbolic leadership. Symbolic leadership calls attentlon
to the technlcal, human, and educatlional factors that are
.mportant In the school.

Cultural leadership force |s "derived from bullding
a unlque school culture" (Serglovanni, 1984, p.6).
Cultural leadership Involves articulating the values and
bellefs that give the school Its ldentlty. Serglovannl
lists articulating the school’s purpose and misslion,
sociallzing new employees to the accepted norms of the
school, majniaining and relnforcing approprlate myths,
traditions and beliefs as examples of cultural
leadership. Upon closer examlination It would seem that
the means to accomplish some of these tavks |s through
the application of symbolic leadership forces. Cultural

leadershlp does not become a potent force until the

princlipal has sufficlently focused attention on matters
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that are Important In the school. It |s only when these
matters are clearly knowr and thus, have bscome part of
the school’s culture that the culture itself (rather than
the principal) exerts a |2adership force.

Serglovannl (1984) argues that the five forces form
a hlerarchy of ascending Importance. The technlical force
at the bottom of the hlerarchy, followed by human and
educational forces on the next two levels, must be
exerted by the leader for rompetent schoollng to take
place. However, In order to achleve excellence, the top
two levels of the hlerarchy, that |s, symbollic and
cultural leadershlp iorces must also be present.

The leadershlip forces hlerarchy can be used as an
Integration tool for educatlional administration programs
in two wvays.

1.) It can be utllized as a framework to classify
courses in educational administration programs. If
Serglovannl’s model for effective leadership |s valid,
then coursework In educational aaministratior programs
should address all five levels. However, an analysls of
courses found In traditional educational aduinlistratlion
masters degree programs Indicates that this |s not so

(see Table 1). Educatloqal adninistration preparatlion

programs typlcally consist of courses such as:
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introductlon to school administration, evaluatlon,
curriculum, the principalship, school-community
relations, supervision, law, flnance, personnel,
technology, organlizatlional theory/leadership, research

and statlistics.

Insert Table 1 about here

As may be suspected, the emphasis of these courses
Is strongly technlical with a moderate emphasis on the
human dimension. While there |s some emphasis on
education, It |s weak considering the lengthy and lofty
rhetoric on the Importance of instructlonal leadership In
school administration. It |s iInteresting to note that
whlle Instructional leadership has long been viewed as
the key element In princlpal effectlveness, Serglovanni’‘s
(1984) argument suggests that iIts presence wlthout
symbollc and cultural leadership wlll, at best, result In
competence. With the possible exception of some emphasis
in an organizational theory/educational leadership type
course, the two forces needed for excellence, symbolic

and cultural leadershlp are not evident in tradltlional

14
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educatlional administration preparatlion programs. If
Serglovanni’s model |Is valld, then educatlonal
administratlon programs are dealing with the flve
leadershlp forces In order of decreasing importance,
spending the most time on the least Important force, and
the least time on the most Important forces. Thils
suggests that educatlional administratlion programs are
geared toward tralning aspiring administrators for
competence rather than excellence. The public’s
perceptlon of education supports this. During tl.» last
eleven vears the percentage of people grading the quallty
of thelr local schools as elther "B" or a "C" (competent,
but not excellent, grades), ranged from 54% to 68%.
During the same period those giving thelr local schools
an excellent grade (A) ranged from 6% to 12% (Elam &
Gallup, 1989).

2.) The leadershlp forces hlerarchy can be used as a
framework for generating and analyzing solutlons to
simulations, case studies and experlentlal learning
activitlies. Although leaders have flve forces at thelr
disposal in solving problems, most leaders are llkely to
consclously use only technical, human ana educatlional
forces. While some problems lend themselves to a

strictly technical solutlons, most critical problems

15
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require more compiex solutlons (Schon, 1989). These
problems are llkely to require solutions utillizing
several or all forces. Some of these problems may not be
solvable In a real sense, that Iis, the problems may be
caused by forces beyond the leader’s control. In such
Instances the best a leader can hope to achleve is to
facllltate a symbolic solution by committing time or
resources to the problem, or by initiating activity that
indicates both the Importance of the problem to him/her
and how it fits In the context of what is important to
the school. For example, a principal facing a problem of
student vandalism on the way to and from school may not
be able to permanently stop the vandallsm but can

symbol |ze the Importance of the problem to him/her by
forming a committee to generate solutions, highllighting
to students the discrepancy between the value system they
adhere to In school and the one they practlice outside the
school, personally escorting students to vandallzed
nelghbors homes to dellver apologlies or simply walking
the streets of the vandallized nelghborhood during student
passing periods. These actlions have a real effect but
they also send a symbolic message. None of the actions

may totally solve the problem; each, however,

16
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communicates the princlipal’s concern through a
committment of time, energy, or resources.

Students can be sensitized to the five forces by
generating solutions to simulated problems using each
force. A typical class using the multiple frameworks
discussed, would begin with the Introductlon of content,
proceed to the use of a simulation or case study in which
apparent and other real problems are ldentlfled, continue
with solutions developed In the context of the content
and leadershlp forces, and conclude with dlscussion or
debrlefing (see Figure 2). For example, dlscussion of
two-dim:nsional leadershlp theory would begin with an
explanation of the theory, followed by a simulation,
perhaps one Involving a meeting between the princlipal and
several staff members attempting to resolve a dlfference
of opinion. Indlividual or group reflection on the
apparent problem and other possible real problems would
follow with several alternative statements of the problem
belng generated. Dlscussion or role plaiing of possible
solutions would then occur. Responses to the situation
would be analyzed In the context of Ehe use of
consideration and Initlating structure and solutions
deveioped would be classlfled according to the leadership

forces., Additlonal solutlions would be generated by the

17
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class utilizing previously neglected leadership forces.
Key questions to be addressed would be, “What type of
solution might be developed using the technlcal (human,
educational, symbolic, and cultural) force? What
symbol ic message does each solutlion send? Whlich solutlon
|s most approprlate for thls problem? Is It desirable In
this instance to Implement sol  Jons utillizling several

forces?*

insert Figure 2 about here

Vislon

In order to effectlvely utllize symbolic and
cultural leadershlp forces, a personal vision |s
necessary. Symbollc leadership without a gulding vislon
|s meaningless. If leaders randomly exerclse symbollc
leadership they are likely to send conflicting messages
to constltuents, creating weak, lnconsistent cultures in
thelr schools. Such leadershlip lays the organlization’s
culture open to other, Including dysfunctlional,
influences. Cultural leadershlp remalins inert as a force

until symbollic leadershlp has created a strong

18
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organizational culture through consistent attentlon to
the technical, human and educatlional elements that are
important in the organization. Once this has nccurred
actlion and declisions will be Influenced by a.) group
norms consistent with the organlizational culture, and
b.> a commitment to the value system of the organizatlon.
When students Initlally enter educatlional
administration preparatlion programs, their visions are
llkely to be l11-deflned. As they proceed through the
program, integrating bellef systems with content, past
practice, and simulated experlences they engage in a
vislon-clarificatlon process. As students reflect on how
they go about responding to problems, comparing thelr
responses to cognltively-held bellef systems,
dlscrepancles between bellefs and actlons may surface.
Reconclling these differences leads to refinement and
reshaping of bellefs, eventually resuliting In a more
focused vislion. Previously clted questions are expanded
upon to |nclude questlions such as, "Is my solutlon to
this problem consistent with my vision? What is my
solution communicating about my vislion? Speclflcally, how
does the solutlion relate to my bellefs about people? How
does |t relate to my bellefs about the educational

program?’ Even simulations deallng with seemingly

18
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technlcal matters can be utllized as vislon-clarification
exercises. For example, an exerclse ln budget
development can be utlilized to address belliefs about
people and the instructlonal process. How are staff
members Involved In the budget development process? Is
thelir Input requested? Is the!r lnput Implemented? What
doey the decision-making process utlllzed Indlcate
regarding the leader’s bellefs about people? What does
the projected expendlture of money indicate about the
Importance of Instructlional versus management matters?
Do .rojected expendltures Indicate the school’s
Instructlional phllosophy? Do they Indicate that certaln
subject areas are more important than other areas?
Vislon-clarlficatior achleved through mental
reflection, however, Is Insufficlent. Mental lmages are
amorphous, floatling In and out of consclousness and
exhlblting varylng degrees of conslistency with each
other. Researchers on the writing process have noted
that writing helps clarify as well as generate thought
(Irmscher, 1979). It forces Indlividuals to address
|ssues of consistency to which they might otherwise
remaln obllvious. Simllar to a signed contract, putting
thoughts into wrlitling provides an additional measure of

commi tment. Consequently, students ln educational
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administration programs should have opportunities to
engage in writing exercises that initially facillitate the
vis'‘on-clarification process and later, allow them to
craft refined (but continually evolving) educational
platforms (Abel, Barnett, Brill, Dolk & Morris, 1988).
Platforms should present not only a vision for schools
and a philosophy of leadership, but should also address
Implications for practice in terms of areas such as
school structure, decision-making, Instructional dellvery
and content. Exerclises to facilitate development of a
final platform might include organizational culture
analyses; portraltures of leaders, schools or other

crganizations (Kendall, 1989) and reflectlve Journals.
Conclusaion

If vision Is a key ingredient of effective
leadership, then 1t must be more thoroughly lncorpo-ated
throughout educatlional administration preparation
programs. The use of muitiple framewcrks to Integrate
coursework and experience combined with writing exercises
that force meaning-clarification are a step In that

directlion.

21
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Table 1
Correlation of Educatlonal Administration Courses with
Leadership Forces
Technical  JHuman [ [Culturall
Law
Filnance
Technology
Research
Statistics
Sch.Ad.Intro.| Sch.Ad.Intro.
Evaluation Evaluation
Sch.-Commun. | Sch.-Commun.
Relations Relatlions
Supervision | Supervision
Personnel Personnel
Principalship Prlnclpalahl+
Curriculum
Org.Theory Org. Org.
Theory Theorq
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Flgure 1, Place of reflectlion In Integrating knowledge.

experience and experientlial learning.
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CONTENT

4
SIMULATION ———————) REFLECTION (problem definition)

v
PROBLEM RESTATEMENT —> REFLECTION (content + forces)

y

SOLUTIONS

N

DISCUSSTON/DEBRIEFING

Flgure 2: Lesson plan utilizing reflection and leadership

forces as integrating frameworks.
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